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I .  INTRODUCTION 

This  report  presents  the  major  conclusions  and 
recommendations  of  a  process  evaluation  of  the  Ministry  of  the 
Attorney  General  of  Ontario's  Victim/Witness  Assistance  Program, 
Pembroke  and  Kingston  sites,  conducted  by  R.R.  Ross  Associates, 
during  the  period  February  to  March,  1988. 

The  Victim/Witness  Assistance  Program  was  introduced  in  1987 
at  ten  Crown  Attorney  offices  throughout  Ontario  (1). 

The  objectives  of  the  evaluation  study  were  to  examine  and 
assess  the  operation  of  the  Kingston  and  Pembroke  Projects, 
advise  on  modifications  for  further  Program  development  and 
examine  the  feasibility  of  a  long-term  evaluation  of  this  initi¬ 
ative  . 

This  report  provides  recommendations  for  future  Program 
development  and  for  a  future  outcome  evaluation  of  the  Program. 
It  is  based  on  the  findings  and  conclusions  reached  during  the 
Project  site  studies  which  are  detailed  in  two  separate  documents, 
titled:  "A  Process  Evaluation  of  the  Kingston  Victim/Witness 
Assistance  Project"  and  "A  Process  Evaluation  of  the  Pembroke 
Victim/Witness  Assistance  Project".  The  specific  recommendations 
of  the  site  reports  are  presented  in  Appendix  A. 

The  data  gathering  process  for  the  study  included  interviews 
with  Program  officials,  local  Crown  Attorneys  and  Project 
Coordinators,  relevant  criminal  justice  and  external  agency  staff, 
and  a  small,  selected  sample  of  Project  clients.  Program  documen¬ 
tation  and  Project  records  were  also  reviewed  and  analyzed. 

Although  the  sites  selected  for  this  evaluation  exhibited 
distinct  differences  in  operational  style  and  orientation,  we 
found  that  they  share  mutual  organizational  and  operational 
problems.  Many  of  the  related  issues  require  resolution  at  the 
Program  level  of  organization.  We  have  therefore  synthesized  our 
site-specific  conclusions  and  recommendations  into  a  broader 
perspective  on  Program  issues  which  is  presented  herein. 


1  The  sites  chosen  were:  Etobicoke,  Hamilton,  Kenora, 
Kingston,  London,  North  York,  Ottawa,  Pembroke,  Sudbury  and 
Windsor.  Presently  all  sites,  excepting  Kenora,  North  York,  and 
Sudbury,  are  operational. 


Digitized  by  the  Internet  Archive 
in  2017  with  funding  from 
Ontario  Council  of  University  Libraries 


https://archive.org/details/mag_00001579 
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II.  ROLE  OF  THE  EVALUATION 

An  underlying  premise  of  the  present  study  was  that  an 
external  evaluation  of  the  Victim/Witness  Program  should  assist 
Program  officials  in  improving  Program  performance.  Like  all 
public  sector  activities,  the  Victim/Witness  Assistance  Program  is 
under  increasing  pressure  to  provide  quality  service  in  a  cost- 
effective  manner.  We  have  therefore  attempted  to  provide  construc¬ 
tive  feed-back  to  Program  officials  and  senior  departmental 
officials  so  that  viable  decisions  about  future  Program  develop¬ 
ment  can  be  made.  A  second  premise  of  this  study  was  that  the 
evaluation  should  form  part  of  a  dynamic  process  of  Program 
decision-making,  refinement  and  change. 

This  final  report  on  Program  development  is  very  much 
intended  as  a  working  document  for  Program  officials.  We  have 
recommended  that  a  number  of  structural  and  operational  issues  be 
resolved  so  that  the  Program  can  effectively  respond  to  its 
perceived  mandate.  The  implementation  of  Program  refinements  will 
require  the  participation  and  support  of  senior  management 
officials,  including  the  Provincial  Director  of  Crown  Attorneys, 
the  Provincial  Program  Coordinator,  the  Senior  Crown  Attorneys  and 
the  Project  Coordinators. 

As  efforts  are  made  to  consolidate  the  Program  structure, 
other  relevant  evaluation  issues  may  arise  for  consideration.  We 
therefore  firmly  recommend  that  Research  Services  maintain  an  on¬ 
going  advisory  role  in  this  Program's  development. 


3 


The  Pembroke  and  Kingston  Projects  operate  on  a  social 
services  model,  and  offer  a  two-tiered  level  of  service  according 
to  the  perceived  needs  of  victim/witnesses.  This  includes  in¬ 
tensive  support  for  priority  victim/witnesses  throughout  the 
criminal  justice  procedure  and  a  more  generalized  witness  assis¬ 
tance  service  at  the  local  Courthouse.  The  actual  scope  and 
delivery  of  services  varies  at  each  site,  as  suggested  in  the  in¬ 
itial  planning  orientation  of  the  Program. 

At  Pembroke,  the  Project  is  delivered  by  a  part-time  Pro¬ 
ject  Coordinator,  assisted  by  a  part-time  secretary  and  a  group 
of  seventeen  volunteers.  At  Kingston,  the  Project  is  delivered  by 
a  part-time  Project  Coordinator,  assisted  by  a  group  of  four 
volunteers . 

The  Pembroke  Project  has  been  fully  operational  since  Oc¬ 
tober,  1987.  The  Kingston  Project  represents  a  continuation  of 
services  which  were  previously  offered  by  the  Salvation  Army.  The 
Project's  activities  have  become  gradually  aligned  with  the  Vic¬ 
tim/Witness  Assistance  Program. 

1.  Composite  Client  Profile 

Violent  criminal  victimizations  account  for  the  majority 
of  cases  handled  by  the  Victim/Witness  Assistance  Projects 
studied.  Of  the  combined  total  of  348  victim/witness  records 
which  were  available  (),  the  victimization  profile  is  as  follows: 

Table  1  -  Combined  Victimization  Profile 


Victimization 

Number 

% 

Assault 

109 

31.3 

Domestic  Violence 

75 

21.6 

Child  Abuse 

46 

13 . 2 

Property  Crime 

23 

6.6 

Sexual  Assault 

18 

5.2 

Homicide 

11 

3 . 2 

Other 

66 

18 . 9 

TOTAL 

348 

100 . 0 

2  This  profile  is  comprised  of  on-file  records  at  Pem¬ 
broke  and  historical  records  at  Kingston. 
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Approximately  58%  of  the  Projects'  clients  are  female,  and 
42%  are  male.  At  both  Project  sites,  the  majority  of  victims  of 
domestic  violence,  child  abuse,  and  sexual  assault  are  female. 

Since  implementation,  both  Projects  have  attempted  to 
streamline  their  client  group.  At  the  Pembroke  Project,  there  has 
been  a  definite  shift  to  focus  the  Project's  resources  on 
personalized  assistance  to  victims  of  domestic  violence,  child 
abuse,  and  sexual  assault.  The  Kingston  Project  has  gradually 
phased  out  contact  with  property  crime  victimizations  and  now  has 
a  primary  focus  on  victims  of  violence. 

In  addition  to  the  above,  both  Projects  provide  a  generalized 
service  to  witnesses  at  the  primary  Provincial  Court/Criminal 
Division  locations  within  their  respective  county.  At  Pembroke  and 
Renfrew,  a  private  witness  waiting  room,  staffed  by  volunteers, 
is  available  to  Crown  witnesses.  At  Kingston,  a  public  information 
desk,  staffed  by  volunteers,  provides  information  and  assistance 
to  Crown  and  defence  witnesses,  and  to  the  general  public.  A  small 
number  of  witnesses  can  be  accommodated  privately. 


2.  Project  Impacts 

Indications  are  that,  overall,  both  Projects  are  reducing  the 
fear  and  discomfort  typically  experienced  by  victims  and  witnesses 
involved  in  a  court  proceeding. 

The  Project's  main  benefits  are  perceived  as  comforting  and 
emotionally  supporting  victims  and  victim/witnesses  through  the 
court  process  and  preparing  them  to  testify  at  trial.  Sensitive 
cases,  in  particular  those  involving  a  victim  of  domestic  assault, 
sexual  assault,  and  child  abuse,  appear  to  have  benefitted  most 
from  Project  services. 

The  Projects  are  enhancing  the  quality  of  the  communication 
between  victim/witnesses  and  the  Crown  Attorney's  office,  but 
with  variance  in  degree.  At  Pembroke,  the  Project  is  highly 
integrated  with  the  local  Crown's  policy  of  personally 
interviewing  the  victim/witnesses  of  sensitive  cases.  Although 
there  is  no  such  policy  of  personal  interviews  at  Kingston,  the 
Project  does  serve  as  an  important  intermediary  between  the  Crown 
and  the  victim/witness. 
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Each  Project  has  had  a  different  impact  upon  the  functioning 
of  the  local  criminal  justice  environment,  due  to  differences  in 
operating  procedures  and  styles.  At  Pembroke,  the  Project  is 
believed  to  have  significantly  altered  the  work  processes  of  the 
local  Crown  Attorneys  in  the  area  of  trial  preparation.  Both 
routine  and  informal  consultation  occurs  among  the  Project 
Coordinator  and  Crown  Attorneys  daily.  This  has  significantly 
increased  the  Crown  Attorney's  workload,  however  major  qualitative 
benefits,  from  a  client  perspective,  are  received.  At  Kingston, 
because  the  Project  functions  on  a  relatively  independent  basis, 
it  appears  to  have  only  minimal  impact  upon  the  work  processes  of 
local  Crown  Attorneys. 

At  both  locations,  the  local  police  detachments  are  familiar 
with  the  Projects  and  support  its  services.  We  suggest  that 
communication  between  the  front-line  investigating  officers  and 
the  Project  could  be  improved  to  ensure  that  on  going  referral  and 
liaison  is  maintained. 

The  local  external  agencies  consulted  are  very  supportive  of 
the  Project's  services  which,  it  is  felt,  were  previously  lacking 
in  the  criminal  justice  environment.  The  Pembroke  Project  has 
established  a  broad-based  referral  service  network,  while  the 
Kingston's  Project  could  be  encouraged  to  engage  in  additional 
networking  building  activities. 

3.  Implementation  Process 

There  are  a  number  of  concerns  regarding  the  process  of 
Project  implementation,  and  we  have  made  appropriate 
recommendations  for  corrective  action.  Many  of  our  concerns  are 
related  to  more  fundamental  Program  issues  which  are  discussed  in 
the  next  section  of  this  report.  To  provide  context  for  the 
discussion  which  follows,  we  highlight  our  major  points  of 
concern : 

-  the  lines  of  authority,  among  the  Victim/Witness 
Provincial  Coordinator,  the  Senior  Crown  Attorney,  and 
the  Project  Coordinator  require  clarification; 

-  both  Projects  require  more  direction,  feedback  and 
monitoring  of  its  operations;  and 

-  Project  record  keeping  mechanisms  are  cumbersome  and 
hence  the  quality  and  consistency  of  records  maintained 


is  inadequate  for  either  operational  management  or 
evaluation  purposes; 
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Future  activities  of  the  Projects  could  benefit  from  on  going 
monitoring . 

4.  Resources 

In  both  instances,  the  expectations  of  what  the  Projects  can 
deliver  are  unrealistic,  given  the  resources  available  to  them. 
Although  both  Programs  operate  a  volunteer  component,  Project 
Coordinators  indicate  that  volunteers  are  not  appropriate  for  the 
most  intensive  area  of  work  activity:  interviewing 
victim/witnesses  and  reporting  to  Crown  Attorneys.  We  have  made 
recommendations  to  improve  this  situation  in  the  individual  site 
reports . 

5.  Alternative  Modes  of  Program  Delivery 

A  discussion  of  alternative  modes  of  Program  delivery  are 
somewhat  premature  at  this  point  because  we  believe  that  the 
present  delivery  structure  has  the  potential  to  offer  a  high 
quality  service  for  Crown  witnesses  and  victim/witnesses.  We  found 
little  justification  for  privatization  of  this  initiative  as  such 
action  would  weaken  the  vital  linkages  with  the  Crown  Attorney's 
office  and  ultimately  hamper  the  quality  of  service. 

We  are  concerned  about  offering  this  service  to  defence 
witnesses  as  there  is  the  potential  for  conflict  of  interest,  and 
also  some  practical  problems  of  delivering  services  to  this  group 
under  the  limited  resource  structure. 

Should  the  Ministry  of  the  Attorney  General  determine  that 
services  should  be  offered  to  defence  witnesses,  we  strongly 
suggest  that  a  separate  delivery  structure  be  considered. 
Privatization  of  this  service  component  could  be  considered  as  a 
feasible  option,  warranting  further  investigation. 
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IV.  PROGRAM  DEVELOPMENT 

A  "Program"  can  be  defined  as  a  set  of  activities  and 
resources  which  are  organized  toward  achieving  a  common  goal,  or 
common  set  of  goals.  We  have  had  the  opportunity  to  review  only 
two  of  the  ten  Project  sites.  In  both  cases,  our  findings  raise  a 
number  of  issues  which  should  be  addressed  to  enhance  the 
capability  of  this  Program  to  respond  to  its  mandate  and 
ultimately  to  improve  the  effectiveness  of  its  activities. 

Although  our  knowledge  of  the  other  Project  sites  is  limited, 
we  are  aware  of  their  distinct,  operational  diversity.  A  review  of 
the  other  eight  sites  may  reveal  additional  issues  for  cons¬ 
ideration  and  we  suggest  that  Program  authorities  bear  this  in 
mind  when  responding  to  the  points  raised  below. 


1.  Program  Conceptual  Documentation 

Our  first  finding  is  that  the  Program  requires  comprehensive 
documentation.  On  the  basis  of  available  data,  we  have  constructed 
a  preliminary  Program  description,  which  is  included  in  the 
individual  site  reports.  This  description  is  graphically 
represented  in  Figure  1,  the  Program  Model  presented  on  the 
following  page.  This  description  can  be  used  to  develop  and 
confirm  a  solid  conceptual  basis  for  the  Program. 

The  first  task  of  the  Program  planners  is  therefore  to 
develop  a  full  Program  Profile.  This  should  include: 

-  a  description  of  the  Program's  mandate; 

-  a  clear  explication  of  the  rationale  for  the  Program; 

-  a  hierarchy  of  goals  and  objectives; 

-  a  defined  target  group; 

-  a  description  of  all  proscribed  Program  activities, 

and  their  linkage  to  the  objectives;  and 

-  a  realistic  assessment  of  what  can  be  reasonably 

achieved  with  available  resource  levels. 

To  this  end,  we  recommend  that  Senior  ministry  management  and 
the  Victim/Witness  Program  management  officials  undertake  a 
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strategic  plenary  session,  to  confirm,  refine,  and  further 
document  the  Program  structure , using  this  series  of  reports  as  a 
basis  for  resolving  immediate  issues  and  long  term  Program 
direction . 

Specific  concerns  relating  to  each  Program  Profile  category 
are  presented  below.  Additional  detail  is  available  in  the 
individual  site  reports. 
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a.  Program  Mandate 

There  is  some  genuine  confusion  over  the  Program  mandate 
which  must  now  be  clarified.  As  we  understand  it, this  Program  was 
funded  under  a  general  government  initiative  to  assist  victims  of 
crime.  What  is  not  clear,  is  the  Program's  mandate  with  respect  to 
witnesses.  On  the  one  hand,  the  Kingston  staff  perceive  an 
obligation  to  witnesses  generally  -  including  defence  witnesses. 
On  the  other  hand,  Pembroke's  Program  is  exclusive  to  Crown 
witnesses . 

The  Ministry  of  the  Attorney  General  should  therefore  clarify 
its  expectation  of  this  Program  with  respect  to  witnesses.  This 
position  should  be  communicated  the  Program  Coordinator  who  should 
amend  the  Program  Profile  accordingly. 

Additionally,  there  is  a  need  to  specify  and  communicate,  in 
more  concrete  terms,  the  relationship  -  and  obligation  -  of  this 
Program  to  other  mandated  priorities  in  the  area  of  domestic 
assault  and  child  sexual  abuse.  This  includes  the  Ministry's  1984 
Directive  on  Domestic  Violence  and  Bill  C-15,  "An  Act  to  Amend  the 
Criminal  Code  and  the  Canada  Evidence  Act". 

b.  Program  Rationale 

Presently,  the  Program  has  a  legitimate  rationale  for  the 
provision  of  services  to  victims  and  witness.  The  currently  stated 
rationale  relates  primarily  to  victims  would  have  to  be  revised, 
upon  clarification  of  the  Ministry's  direction  with  regard  to 
witnesses . 

c.  Hierarchy  of  Goals  and  Objectives 

A  goal  is  a  broad  statement  of  what  the  Program  would  like  to 
achieve  in  the  long  term.  The  stated,  ultimate  goal  of  this 
Program  is 

"to  enhance  their  [victim  and  witnesses']  understanding 

of,  and  participation  in  the  criminal  justice  process". 
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Judging  by  the  services  which  are  currently  provided  at  both 
sites,  the  overall  Program  goal  should  also  encompass 
a  third  dimension: 

"to  assist  victim/witnesses  in  regaining  a  sense  of  well 
being" 

An  objective  is  a  more  concrete  statement  of  the  steps  the 
Program  will  undertake  to  achieve  the  above  goal.  The  Program's 
current  objectives  are: 

-  to  offer  moral  support  to  victims; 

-  to  provide  court-room  orientation; 

-  to  explain  legal  terminology; 

-  to  accompany  victims  to  court; 

-  to  act  on  liaison  on  behalf  of  the  victim  with  the 
police  and  Crown; 

-  to  refer  victims  to  community  agencies  for  counselling 
and  to  other  support  services; 

-  to  provide  a  public  education  and  coordinating 
function  for  agencies  and  other  governmental  bodies 
within  their  own  community. 


All  of  the  above  objectives  are  aligned  with  the  Program 
goals,  however  our  findings  suggest  that  many  of  these  objectives 
are  not  achievable,  given  the  existing  resources  available  to  the 
Project  we  reviewed.  Objectives  need  to  be  rigorously  examined  in 
light  of  available  Project  resources.  A  plausible  hierarchy  of 
objectives  is  required  to  guide  Project  Coordinators  in  the 
utilization  of  their  time  and  resources. 

d.  Target  Group 

The  Program's  target  group  should  be  closely  examined.  The 
Program  target  group  must  be  specified  at  the  Program  level  of 
organization.  We  suggest  that  two  broad  categories  of  clients 
should  first  be  established:  victim/witnesses  and  other  witnesses. 
As  noted  earlier,  unless  the  Program  is  restructured,  it  should 
primarily  focus  on  Crown  victim/witnesses.  Subcategories  should 
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also  be  developed  which  must  consider  the  Ministry's  concerns  for 
victims  of  domestic  violence,  sexual  assault,  and  child  abuse,  but 
need  to  be  exclusive  to  these  kinds  of  cases. 

Under  the  present  Program  mandate,  the  victim/witness 
category  is  the  primary  service  category.  Because  only  the  Project 
Coordinators  have  the  professional  skills  and  experience  to  manage 
a  caseload,  it  is  necessary  to  determine  a  manageable  caseload  for 
them.  This  involves  setting  clear  expectations  of  priorities  at 
the  Program  level  and  operationalizing  them  at  the  individual 
Project  level. 

Under  the  present  resource  levels,  client  eligibility 
restrictions  are  necessary  because  Project  Coordinators  cannot 
practically  cope  with  providing  service  to  a  broad  range  of 
clientele . 

Services  to  'other  witnesses'  are  conceptually  separate  from 
the  main  Program  effort,  and  this  category  should  be  identified  as 
a  secondary  target  group.  Activities  should  also  be  limited  to 
informational  services,  courtroom  orientation,  and  waiting  room 
accommodation,  where  necessary. 

The  Program  has  assumed  a  public  education  objective  and  the 
'public'  should  be  specified  as  a  third  Program  target  group. 

2.  Program  Activities  &  Service  Delivery  Mechanisms 

For  each  Program  objective,  enabling  activities  (or  options) 
toward  that  objective  should  be  specified.  This  should  include  the 
expectations  concerning  who  will  deliver  the  service  (i.e.  Project 
Coordinator  or  staff  member,  or  volunteer) . 

Court-processing  related  objectives  and  activities  appear 
reasonably  well  established  at  both  Kingston  and  Pembroke  loca¬ 
tions,  with  the  exception  of  victim  accompaniment.  The  Program 
must  clarify  its  policy  and  identify  procedures  to  operationalize 
this  Program  dimension.  This  should  include  consideration  of 
whether  the  activity  should  be  carried  out  by  the  Coordinator,  or 
by  qualified  volunteers. 

We  note  that  referral  mechanisms  are  contingent  upon  the 
Project  Coordinators  familiarizing  themselves  with  the  local 
agency  network.  Ideally,  an  inventory  of  services  should  be 
established  to  which  the  Project  Coordinator  and  the  volunteers 
can  refer.  We  understand  that  this  was  a  planned  activity  and 
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suggest  that  Project  Coordinators  be  directed  to  develop  this 
referral  aid. 

Program  expectations  and  activities  with  respect  to  "public 
education"  and  "inter-agency"  coordination  should  be  clarified. 

3.  Resources 

We  cannot  comment  upon  the  level  of  resources  which  would  be 
required  to  operate  the  Victim/Witness  Program  as  a  whole  as  that 
topic  is  beyond  the  scope  of  the  terms  of  reference  for  this 
study.  It  is  very  clear  from  our  observations  at  Kingston  and 
Pembroke  that  there  are  not  enough  resources  at  either  site  to 
handle  the  level  of  Project  activity  which  is  now  expected  of 
them.  Presently,  the  Project  Coordinators  at  Kingston  and  Pembroke 
are  employed  on  a  part-time  basis. 

The  combined  volunteer  contribution  to  these  Projects  is,  on 
average,  52.5  hours  per  month.  This  is  a  significant  contribution 
to  the  Project.  Although  volunteers  can  enhance  each  Project's 
services,  they  can  only  be  used  in  limited  conditions;  it  is  only 
the  Project  Coordinator  who  has  the  authority  and  necessary  skill 
base  to  provide  intensive  services,  consult  Crown  files,  and 
represent  the  Project  publicly. 

Streamlining  the  target  group  for  the  Program  will  in  part 
resolve  the  service  delivery  problem  overburdening  Project 
Coordinators,  but  Project  Coordinators  are  overextended  in  other 
areas,  and  so  it  will  not  resolve  it  completely.  Volunteer 
training  and  supervision  requires  more  attention.  Networking  and 
public  educational  activities  need  further  work.  Project  ad¬ 
ministration  and  management  require  refinements. 

There  are  two  options  for  the  Program: 

-  to  expand  the  resources  available  to  reasonable 

levels;  or 

to  restrict  Project  activity. 

These  options  should  be  considered  carefully  in  response  to 
our  suggestions  for  the  redesign  of  the  Program  activity. 


. 
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2.  Policy  Guidelines  and  Procedures 

The  Victim/Witness  Assistance  Program  should  establish  a  set 
of  policy  guidelines  and  general  procedures  which  conform  to  the 
Program  Profile.  Policy  guidelines  should  govern  administrative 
and  operational  matters  relating  to  the  provision  of  services.  A 
policy  manual  should  be  presented  to  each  Project  Coordinator,  and 
amended  as  conditions  change. 

In  evaluating  the  Pembroke  and  Kingston  Projects, 
there  are  a  number  of  areas  where  policy  guidelines  are  needed: 

a.  Scope  of  Program  Intervention 

There  is  a  need  to  communicate  a  policy  of  "post-charge" 
intervention  only.  Project  Coordinators  should  not  respond  to 
victimizations  unless  a  criminal  charge  has  been  laid.  Should  the 
Project  Coordinator,  or  any  related  official  become  aware  of  a 
criminal  victimization,  the  matter  should  be  referred  to  the 
police  for  further  investigation. 

The  provision  of  service  to  the  client  should  terminate  after 
the  case  has  been  closed  and  the  client  has  been  informed  of  the 
case  outcome.  In  cases  where  appeals  are  introduced,  the  case  may 
be  reopened. 

b.  Project/Client  Contact 

Policy  clarification  regarding  'home  visits'  by  Project 
personnel  is  needed.  We  recommend  that  home  visits  be  ruled  out, 
in  the  interests  of  personal  safety  and  the  efficient  use  of 
Program  resources,  and  that  a  policy  directive  to  that  effect  be 
issued . 


c.  Volunteer  Policy  and  Procedures 

The  Program  includes  a  volunteer  component.  To  ensure  the 
integrity  of  this  crucial  Program  component,  a  volunteer  policy  is 
required.  This  should  specify  the  selection  criteria  and  recruit¬ 
ment  procedure,  a  description  of  volunteer  duties  and  obligations, 
and  training  procedures.  A  standard  "oath  of  confidentiality"  form 
and  a  "contract  for  volunteer  services"  should  be  developed  and 
distributed  to  all  Project  Coordinators. 

Project  Coordinators  should  be  instructed  and  assisted  in 
developing  a  procedural  manual  for  volunteers. 
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d.  Referral  Policy  and  Procedures 

The  Victim/Witness  Program  is  a  crisis-oriented  service,  not 
a  counselling  Program.  Much  of  its  success  hinges  upon  its 
informed  access  to  the  community  service  network.  A  general 
referral  policy  and  protocol  should  be  established.  Project 
Coordinators  should  be  instructed  to  document  local  referral 
procedures . 

3.  Record-Keeping 

In  the  course  of  this  evaluation,  we  were  hampered  repeatedly 
by  the  absence  of  valid  Project  data.  The  Program  must  establish 
standardized,  "user  friendly"  data  collection  formats.  This  should 
include  a  standardized  data  collection  procedure  and  a 
standardized  report  format. 

There  is  a  need  to  differentiate  between  operationally 
required  information  relating  to  the  clients,  and  other  operation¬ 
al  aspects  of  the  Program,  and  additional  items  which  may  be 
reguired  for  evaluation  or  research  purposes.  Above  all,  data 
collection  must  be  streamlined  to  ease  the  burden  on  Project 
Coordinators.  This  should  involve  the  computerization  of  Program 
statistics . 

4.  Program  Support  for  Project  Coordinators 

The  implementation  of  this  Program  could  proceed  more 
smoothly  if  Project  Coordinators  were  provided  with  more 
developmental  support  and  direction  from  Program  managers. 

Feedback  and  consultation  mechanisms  among  the  Program 
Coordinator,  the  Senior  Crown  Attorney,  and  the  Project  Coor¬ 
dinator  are  required.  Where  possible,  objective  Project  data 
should  be  utilized  in  any  ensuing  decision-making  process.  In 
keeping  with  this  requirement,  technical  support  is  required  in 
developing  efficient  Project  management  techniques. 

The  professional  development  and  training  needs  of  Project 
Coordinators  should  also  not  be  overlooked.  For  example,  it  is 
likely  that  Project  Coordinators  will  begin  to  handle  more  child 
abuse  related  cases.  The  need  for  specific  training  on 
interviewing  children  and  preparing  them  for  testifying  is 
required.  On-going  professional  development  is  essential  to 
maintaining  the  vitality  and  commitment  of  Project  staff. 
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We  recognize  that  the  Victim/Witness  Program  is  a  still  a  new 
initiative  for  the  Ministry  of  the  Attorney  General.  Project 
Coordinators  are  involved  in  ground-breaking  work  which,  if 
carefully  managed,  will  reap  important  rewards  over  the  long  term. 
At  the  present  time  in  this  Program's  life  cycle,  we  feel  it  would 
be  beneficial  to  encourage  greater  communication  among  Project 
Coordinators.  By  recognizing  and  sharing  Project  achievements- 
and  Project  failures  -  it  will  be  possible  to  build  a  stronger 
sense  of  the  Program.  Learning  what  does  not  work  is  often  as 
valuable  as  learning  what  does. 
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V.  LONG-TERM  EVALUATION 

The  "success"  of  the  Victim/Witness  Assistance  Program  in 
achieving  its  stated  goals  cannot  be  evaluated  until  the  Program 
becomes  more  coherently  structured.  Its  goals  and  objectives  must 
be  clarified,  and  its  activities  must  be  plausibly  linked  to  the 
stated  intentions.  This  will  undoubtedly  involve  the  realignment 
of  individual  Project  goals,  objectives  and  activities,  and  the 
revising  of  Project  descriptions.  We  therefore  conclude  that  the 
Program  is  not  sufficiently  mature  to  support  a  long-term  evalua¬ 
tion.  Once  the  Program  has  been  refined  and  its  revised  implemen¬ 
tation  fully  operational,  a  long-term  evaluation  can  proceed. 

Ultimately,  however,  a  long-term  evaluation  will  be  required 
and  the  tools  to  implement  it  should  be  introduced  as  soon  as 
possible . 

1.  Evaluation  Focus 

A  future  evaluation  must  first  verify  that  the  Program  has 
been  successfully  implemented.  On  going  monitoring  of  the  Program 
activities  will  provide  the  basis  for  this  assessment.  Many  of  the 
substantive  and  process  related  issues  raised  in  the  course  of 
this  present  evaluation  will  therefore  remain  relevant. 

It  is  also  important  to  establish  that  the  Program's  referral 
networks  are  well  matched  to  victim/witness  needs,  given  what  is 
available  in  the  community.  Our  preliminary  evaluation  at 
Kingston  and  Pembroke  suggests  that  clients  are  generally 
satisfied  with  the  referrals  made  on  their  behalf,  but  a  more 
objective  analysis  of  the  community's  resources,  is  required. 
Witnesses'  satisfaction  with  the  Program  also  needs  to  be 
addressed . 

We  therefore  recommend  that  a  broad,  client 
needs/satisfaction  survey  be  conducted  in  order  to  provide 
additional  input  both  for  Program  enhancement  and  as  a  preparatory 
step  to  a  subsequent  evaluation. 

2.  Evaluation  Issues 

The  primary  set  of  issues  which  need  to  be  evaluated  relate 
to  the  Program's  impact  on  the  client's  court-based  experience. 
Specifically,  key  topics  which  require  investigation  include: 


-  was  communication  between  the  victim/witness  and 
criminal  justice  officials  improved  as  a  result  of  the 
Program? 
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-  was  the  victim/witness's  understanding  of  criminal 
justice  procedures,  and  of  his/her  specific  case  outcome 
improved  as  a  result  of  the  Program? 

-  were  victim/witnesses  more  cooperative  in  the  criminal 
justice  procedure  as  a  result  of  the  Program? 

-  were  victim/witnesses  more  comfortable  with  their  role 
in  the  criminal  justice  procedure  as  a  result  of  the 
Program? 

-  was  the  emotional  and  physical  well-being  of  the 
victim/witness  more  adequately  addressed  as  a  result  of 
the  Program? 

-  was  the  quality  of  victim/witness  testimony  improved 
as  a  result  of  the  Program: 

-  were  victim/witnesses  more  likely  to  report  subsequent 
criminal  events  as  a  result  of  the  Program? 

-  has  the  image  of  how  victims  are  treated  by  the 
criminal  justice  system  improved  as  a  result  of  the 
Program? 

A  secondary  set  of  issues  relates  to  the  impact  of  the 
Program  upon  the  criminal  justice  system's  work  processes  and 
workload.  The  key  criminal  justice  components  which  should  be 
examined  include: 

-  Crown  Attorney's  Office 

-  Area  Police  Detachments 

-  Court  Officials 

The  evaluation  experience  at  Kingston  and  Pembroke  indicates 
that  issue  of  'work  processes'  will  be  difficult  to  handle  in  a 
standard  fashion  as  there  are  clear  differences  in  operating  style 
of  these  Projects.  The  operational  and  administrative  orientation 
of  the  Project  will  definitely  shape  the  impact  of  the  Program  on 
workload.  For  example,  as  a  result  of  these  differing  styles,  the 


19 


Pembroke  Crown  Attorney's  office  exhibits  an  increased  workload  as 
a  result  of  the  Program,  whereas  the  Kingston  Crown  Attorney's 
office  has  registered  little  change.  An  evaluation  strategy  will 
thus  have  to  consider  carefully  such  local  variations. 

The  impact  upon  the  community's  social  service  structure  is 
also  requires  further  study. 

The  impact  of  the  Program  upon  the  public's  perception  of  the 
treatment  of  victims  is  an  intended  long  term  effect  of  the 
Program,  however  it  must  be  recognized  that  the  Program  is  one  of 
a  number  of  public  initiatives  contributing  toward  this  goal. 


3.  Methodological  Considerations 

The  Victim/Witness  Assistance  Program  is  part  of  an  emerging 
social  justice  infrastructure  designed  to  provide  assistance  for 
victims  of  crime.  The  Program's  interdependency  with  these  other 
structures  is  well  appreciated  at  the  sites  we  visited.  It  would 
be  impossible  to  completely  isolate  the  effects  of  the  Victim/Wit¬ 
ness  Assistance  Program.  Pre-program  data  are  not  available,  and 
thus  there  is  no  baseline  from  which  the  Program's  success  can  be 
measured.  In  addition,  the  Program's  effects  are  largely  qualita¬ 
tive  and  not  readily  amenable  to  rigorous  measurement.  Moreover, 
each  site  displays  unique  characteristics  in  terms  of  operating 
style  and  clients  serviced. 

Nonetheless  it  is  possible  to  gauge  the  Program's  impact 
using  a  variety  of  qualitative  and  quantitative  data  collection 
techniques.  Program  records,  court  records  and  an  objective 
analysis  of  the  Program's  network  can  form  the  basis  for  an 
assessment  of  the  service  delivery  aspects  of  the  Program.  Focused 
interviews  with  key  officials  and  a  randomized  sample  of  clients 
can  prove  informative.  Given  the  often  sensitive  nature  of  the 
this  Program,  personal  interviews  should  be  conducted  where  it  is 
cost-efficient  to  do  so. 

A  subsequent  evaluation  might  include  assessing  the  value  of 
the  Program  by  comparing  the  court  experiences  of  a  sample  of 
clients  who  received  services  with  a  sample  of  victim/witnesses 
who  did  not  receive  services.  Obviously,  such  an  undertaking  would 
have  to  respect  the  privacy  of  such  individuals  and  be  sensitive 
to  the  nature  of  information  collected. 
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The  implementation  of  an  evaluation  data  collection  strategy 
will  require  careful  coordination  between  the  Program  Provincial 
Coordinator,  the  Project  Coordinators,  Research  Services 
personnel,  Senior  Crown  Attorneys,  and  Court  administrators.  The 
development  of  reliable  and  valid  instruments  for  measuring  this 
Program's  effects  are  beyond  the  scope  of  this  study.  In  effect, 
activity  must  be  integrated  into  the  'fine-tuning'  of  the  Program 
generally.  The  outcome  evaluation  should  be  considered  one  year 
after  Program  enhancements  have  been  implemented. 
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APPENDIX  A 

I.  PEMBROKE  PROJECT  RECOMMENDATIONS 

1.  The  Ministry  of  the  Attorney  General  reevaluate  whether 
defence  witness  should  be  served  by  this  Program  structure,  in 
consideration  of  the  ethical,  legal,  and  practical  implications  of 
providing  this  service  under  the  auspices  of  a  Victim/Witness 
Assistance  Program. 

The  Pembroke  Project  should  not  introduce  services  for 
defence  witnesses  until  the  Ministry  of  the  Attorney  General 
assesses  the  policy  implications,  and  the  practical  feasibility  of 
providing  those  services  within  the  realm  of  potentially  available 
resources . 

2.  The  Victim/Witness  Assistance  Provincial  Program  Coordinator 
develop,  issue  and  articulate  a  policy  limiting  the  Project  to 
post-charge  intervention. 

The  Pembroke  Project  communicate  this  policy  to  its  criminal 
justice  and  social  service  agency  network. 

3.  The  Victim/Witness  Assistance  Provincial  Program  Coordinator 
develop  a  standardized  information  collection  and  data  management 
system  for  the  Program. 

The  Pembroke  Project  be  provided  with  technical  assistance  in 
redesigning  its  information  collection  processes  and  systems  and 
with  training  in  computerized  data  collection  procedures.  This 
would  include  the  acquisition  of  a  more  powerful  software  package, 
which,  ideally  could  be  eventually  implemented  at  all  Project 
sites . 

4.  The  Ministry  of  the  Attorney  General  clarify  its  requirements 
for  the  accompaniment  dimension  of  the  Program,  and  if  deemed  an 
essential  Program  activity,  ensure  that  each  Project  has  suffi¬ 
cient  resources  to  supervise  and  carry  out  this  proscribed 
mandate . 

In  the  interim,  the  Pembroke  Project  be  exempted  from  this 
objective,  until  sufficient  resources  -  primarily  volunteer  and 
supervisory  -  are  made  available  to  the  Project  in  this  area. 
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5.  The  Victim/Witness  Assistance  Provincial  Program  Coordinator 
direct  the  Pembroke  Project  to  open  volunteer  recruitment  to 
males,  providing  that  they  hold  the  reguisite  skills,  and  can  be 
appropriately  matched  with  the  Project's  clientele. 

6.  The  Ministry  of  the  Attorney  General  provide  the  Pembroke 
Project  with  resources  to  produce  an  educational  video  on  the 
Project's  services.  Copies  of  this  video  should  be  distributed  to 
local  police  detachments  and  other  service  agencies  for  education¬ 
al  and  training  purposes. 

7.  The  Victim/Witness  Assistance  Provincial  Program  Coordinator 
direct  Victim/Witness  Assistance  Project  Coordinators  to  maintain 
accurate  records  of  the  number  and  characteristics  of  individuals 
contacted  by  the  Project,  and  the  number  and  characteristics  of 
individuals  responding  to  the  offer  of  service. 

8.  The  Ministry  of  the  Attorney  General  undertake  an  assessment 
of  the  needs  of  rural  victims  of  crime  who  are  involved  in  a  court 
proceeding.  A  second  phase  of  this  study  would  examine  complemen¬ 
tary,  or  alternative  modes  of  service  delivery  to  this  unique 
client  group. 

9.  The  Ministry  of  the  Attorney  General  clarify  the  lines  of 
authority,  powers  and  responsibilities  of  all  levels  of  the 
Victim/Witness  Assistance  Program  in  relation  to  the  Crown 
Attorney's  office,  and  articulate  these  relationships  to  all  staff 
concerned . 

10.  The  Victim/Witness  Assistance  Provincial  Program  Coordinator 
design  and  formalize  regular  reporting  and  feedback  mechanisms 
between  the  Program  Coordinator  and  the  respective  Project 
Coordinators.  This  should  also  involve  Senior  Crown  Attorney 
input. 

The  Pembroke  Project's  policy  orientation  and  Project 
description  should  be  reviewed  by  the  Provincial  Program 
Coordinator  on  a  regular  basis,  and  amended  by  the  Project 
Coordinator,  as  required. 

11.  A  complete  review  of  the  Program  data  collection  rationale 
and  procedures  be  conducted,  with  the  view  of  operationalizing  a 
standardized  data  collection  procedure  and  report  generation 
system,  among  all  Project  sites. 
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12.  The  Victim/Witness  Assistance  Provincial  Program  Coordinator, 
in  conjunction  with  the  Project  Coordinators,  develop  a  standar¬ 
dized  Project  scheduling/processing  log  for  the  Victim/Witness 
Assistance  Project  Coordinators  at  all  sites. 

13.  The  Ministry  of  the  Attorney  General  conduct  a  thorough 
review  of  the  Victim/Witness  Assistance  Program  resource  level. 

As  an  immediate  measure, that  the  Pembroke  Project  Coordinat¬ 
or's  position  be  made  full-time. 

A  comprehensive  time  study  of  her  activities  be  undertaken, 
before  any  additional  services  or  duties  are  introduced. 

The  feasibility  of  expanding  the  utilization  of  volunteers  be 
examined . 

14.  A  major  Project  planning  task  be  undertaken,  which  must 
involve  the  Program  Coordinator  and  the  Project  Coordinator,  in 
consultation  with  the  Senior  Crown  Attorney,  to  clarify  and 
redefine  the  Pembroke  Project's  objectives,  based  on  a  realistic 
appraisal  and  assessment  of  Project  resources. 

15.  The  Ministry  clarify  the  relationship  between  the  Victim/Wit¬ 
ness  Assistance  Program  objectives,  and  the  case  processing 
objectives  of  the  Crown  Attorney'  offices. 

16.  A  long-term  evaluation  framework  and  plan,  including 
provisions  for  data  collection,  be  developed  subsequent  to  the 
implementation  of  Program  development  requirements  specified  in 
our  report"  The  Victim/Witness  Assistance  Program  -  Recommenda¬ 
tions  for  Future  Program  Development". 

17.  A  client  satisfaction  survey  be  conducted  expediently  across 
a  selected  sample  of  sites.  This  survey  would  provide  additional 
input  for  planning  further  refinements  and  expansion  of  the 
Program. 


II.  KINGSTON  PROJECT  RECOMMENDATIONS 


1.  The  Kingston  Project  Coordinator,  in  conjunction  with  the 
Program  Coordinator  and  the  Senior  Crown  Attorney,  establish  and 
document  the  goals  and  objectives  of  the  Kingston  Victim/Witness 
Program.  The  goals  and  objectives  should  be  consistent  with  the 
general  mandate  and  goals  of  the  Victim/Witness  Assistance 
Program. 

2.  The  Ministry  of  the  Attorney  General  reevaluate  whether 
defence  witness  should  be  served  by  this  Program  structure,  in 
consideration  of  the  ethical,  legal,  and  practical  implications  of 
providing  this  service  under  the  auspices  of  a  Victim/Witness 
Assistance  Program. 

The  Kingston  Project  should  explicitly  limit  its  services  to 
defence  witnesses  to  the  provision  of  'public  information'  at  its 
public  information  desk  only. 

3.  The  Victim/Witness  Program  Coordinator  issue  and  articulate  a 
policy  of  post-charge  intervention  only,  which  will  be  terminated 
at  the  closure  of  the  court  case. 

The  Kingston  Project  communicate  this  policy  to  its  criminal 
justice  and  social  service  agency  network,  and  to  clients. 

4.  The  Kingston  Project  Coordinator  consult  with  the  Victim 
Crisis  and  Assistance  Referral  Service  Director  to  clarify  each 
respective  service  mandate,  and  to  establish  procedures  and 
protocols  for  referrals. 

The  thereby  clarified  relationship  between  these  two  services 
should  be  communicated  to  all  police  personnel  and  all  volunteer 
personnel  of  both  services. 

5.  The  Project  Coordinator,  in  conjunction  with  the  Program 
Coordinator  and  the  Senior  Crown  Attorney,  rationalize  the  Project 
referral  process  and  implement  more  formalized  pre-screening 
mechanisms . 

6.  The  Victim/Witness  Assistance  Provincial  Program  Coordinator 
develop  a  standardized  information  collection  and  data  management 
system  for  the  Program.  This  should  include  an  assessment  of  the 
feasibility  of  computerizing  all  Project  sites. 
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The  Kingston  Project  be  provided  with  technical  assistance  in 
redesigning  its  information  collection  processes  and  systems. 
Ideally,  this  should  include  the  computerization  of  Project 
records,  using  an  appropriately  tailored  software  package. 

7.  The  Provincial  Program  Coordinator,  in  conjunction  with  the 
Senior  Crown  Attorney  and  the  Project  Coordinator  at  the  Kingston 
site,  establish  procedures  to  facilitate  improved  communication 
among  the  Crown  Attorney's  office  and  the  Victim/Witness 
Assistance  Project  office. 

8.  The  Provincial  Program  Coordinator,  with  the  assistance  of 
the  Project  Coordinators,  develop  a  generic  volunteer  selection, 
recruitment,  training,  and  operations  policy  for  the  Program  which 
can  be  adapted  to  local  conditions.  This  should  include  an  on¬ 
going  training  plan  for  volunteers. 

That  the  Provincial  Program  Coordinator  sustain  technical 
support  (resource  materials , training  curricula)  to  all  Provincial 
Coordinators  managing  a  volunteer  component. 

9.  The  Ministry  of  the  Attorney  General  provide  additional  funds 
to  the  Kingston  Project,  earmarked  for  public  educational  ac¬ 
tivities,  such  as  the  development  of  a  Project  brochure  and 
educational  video. 

The  Project  Coordinator  undertake  additional  networking  and 
liaison  activities  with  external  support  agencies  to  further 
extend  the  Project's  referral  base. 

10.  The  Victim/Witness  Assistance  Provincial  Program  Coordinator 
direct  Victim/Witness  Assistance  Project  Coordinators  to  maintain 
accurate  records  of  the  number  and  characteristics  of  individuals 
contacted  by  the  Project,  and  the  number  and  characteristics  of 
individuals  responding  to  the  offer  of  service. 

11.  The  Program  Coordinator  issue  a  policy  directive,  which 
explicitly  restricts  all  Project  Coordinators  from  making  home 
visits  to  clients. 

12.  The  Program  Coordinator  develop  and  deliver  a  training 
package  to  all  Project  Coordinators  dealing  with  young  children, 
which  should  include  topics  such  as  interview  techniques, 
assisting  parents  and  guardians  of  child  victims,  and  child 
witness  preparation. 
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13.  That  the  Provincial  Coordinator  clarify  to  all  Project 
Coordinators  their  relationship  to  the  Criminal  Injuries  Compensa¬ 
tion  Board,  and  establish,  in  consultation  with  the  CICB,  the 
procedures  which  should  be  followed  in  advising  clients  of  this 
service . 

14.  The  Ministry  of  the  Attorney  General  review  the  Crown 
caseload  at  Kingston,  to  determine  whether  measures  can  be  adopted 
to  permit  more  effective  Crown/Project/client  liaison. 

15.  The  Kingston  Project  Coordinator  and  the  Kingston  Crown 
Attorney's  office  undertake  to  establish  protocols,  procedures, 
training  and  other  inter-agency  linkages  for  handling  child  abuse 
victim/witnesses . 

16.  The  Ministry  of  the  Attorney  General  clarify  the  lines  of 
authority,  powers  and  responsibilities  of  all  levels  of  the 
Victim/Witness  Assistance  Program  in  relation  to  the  Crown 
Attorney's  office,  and  articulate  these  relationships  to  all  staff 
concerned. 

17.  The  Victim/Witness  Assistance  Provincial  Program  Coordinator 
design  and  formalize  regular  reporting  and  feedback  mechanisms 
between  the  Program  Coordinator  and  the  respective  Project 
Coordinators.  This  should  also  involve  Senior  Crown  Attorney 
input. 

The  Kingston  Project's  policy  orientation  and  Project 
description  should  be  reviewed  by  the  Provincial  Program 
Coordinator  on  a  regular  basis,  and  amended  by  the  Project 
Coordinator,  as  reguired. 

18.  A  complete  review  of  the  Program  data  collection  rationale 
and  procedures  be  conducted,  with  the  view  of  operationalizing  a 
standardized  data  collection  procedure  and  report  generation 
system,  among  all  Project  sites. 

19.  The  Ministry  of  the  Attorney  General  consider  computerizing 
each  Project  office,  in  an  effort  to  minimize  the  amount  of 
administrative  time  which  would  be  reguired  to  produce-  and 
analyze  -  Project  statistics. 

20.  The  Victim/Witness  Assistance  Provincial  Program  Coordinator, 
in  conjunction  with  the  Project  Coordinators,  develop  a  standar¬ 
dized  Project  scheduling/processing  log  for  the  Victim/Witness 
Assistance  Project  Coordinators  at  all  sites. 
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21.  The  Kingston  Project  staffing  level  be  reviewed.  At  a 
minimum,  the  Kingston  Project  Coordinator's  position  be  made  full 
time,  and  that,  at  a  minimum,  a  part-time 
administrative/secretarial  be  added. 

A  formal  time  study  of  Project  Coordinator's  activities  be 
introduced,  which  would  include  a  full  accounting  of  all  Project 
related  hours  worked. 

22.  An  alternative,  and  permanent  waiting  room  for  victim/wit¬ 
nesses  be  identified. 

23.  A  major  Project  planning  task  be  undertaken,  which  must 
involve  the  Program  Coordinator  and  the  Project  Coordinator,  in 
consultation  with  the  Senior  Crown  Attorney,  to  clarify  and 
redefine  the  Kingston  Project's  objectives,  based  on  a  realistic 
appraisal  and  assessment  of  Project  resources. 

24.  The  Ministry  clarify  the  relationship  between  the  Victim/Wit¬ 
ness  Assistance  Program  objectives,  and  the  case  processing 
objectives  of  the  Crown  Attorney'  offices. 

The  Kingston  Project  establish  local  objectives  which 
appropriately  reflect  the  Program  mandate  in  relation  to  other 
Ministry  goals  and  objectives. 

25.  A  long-term  evaluation  framework  and  plan,  including 
provisions  for  data  collection,  be  developed  subsequent  to  the 
implementation  of  Program  development  requirements  specified  in 
the  report”  The  Victim/Witness  Assistance  Program  -  Recommenda¬ 
tions  for  Future  Program  Development”. 

26.  A  client  satisfaction  survey  be  conducted  expediently  across 
a  selected  sample  of  sites.  This  survey  would  provide  additional 
input  for  planning  further  refinements  and  expansion  of  the 
Program. 


